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ABSTRACT 

Four styles of professional-organizational 
functioning were identified through a factor analysis of 
questionnaire data« The questionnaire was bas^id on a conceptual 
framework derived from the literature administered to a cross section 
of educational practitioners. The four styles were found to be 
differently related to four constructs and several biographical 
dumographics previously shown as related to the manner in which 
individuals respond to change. This study implies that individuals 
attempting to influence the acceptance of change by educational 
practitioners should consider the mediating influence of the 
practitioner *s behavior as a professional and as an employee of an 
organization. An extensive list of references is provided* 
(Author) 
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THE RKLATIONSHIP OF PROFBSSIOKAL-OROANIZATIONAL STYLES 
WITH BKLECTKD VARIABLES AHSOCIATED WITH 
THE PHOCl'lSS OF KUUCATIO»AL CHANOK^ 



Introduction 

This paper presents the findines of a study to empirically 
investigate a construct designed to oynthesize individual dif- 
ferences as they relate to selected variables associated with 
change. This construct views the educational practitioner as 
an individual, a professional, and an employee of an organiza- 
tion. Before presenting the details of the study, the authors 
feel it is helpful to understand the general context of the 
study* 

Context of the Study 
Understanding the process of change is one of the most 
perplexing problems in education today. There seems to be a 
surplus of innovative educational ideas > but these ideas seem 
to fall short at the point of implementation. During the past 
fifteen years or so » a considerable amount of attention has been 
placed on. trying to determine how educational change does and 
should occur. Volumes such as Rogers (1962), Miles (1961*)> 
Havelock (1969)> Rogers and Shoemaker (l97l)» Corwin (1972) » and 
Gross e^ al^ (1973) are Just a few which reflect such an interest. 
These references site numerous disciplines such as psychology, 
sociology^ education, marketing and administrative science as 

a 

The data reported in this study is a synthesis of work reported 
In Kester and Hull, 1973; and Kester, 1973- 
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having eleinents which are applicable in conducting discussions, 
constructing modelo and building theories concerning the ex- 
planation of the process of educational change. 

With all of the discussion concerning educational change 
there is still a large knowledge gap between the models and 
theories and the amount of empirical evidence to validate these 
conceptions. Furthermore » many of the studies which are used 
to support concepts in the field of education have not been 
conducted in educational settings. Although many of the under- 
lying constructs of these other studies may be generally valid, 
the findings may differ when the studies are conducted in edu- 
cational settings. One of the primary reasons for the limited 
success in the implementation of educational ideas is the 
limited empirical knowledge base. which exists. 

The Diffusion Strategies Program at The Center for Voca- 
tional and Technical Education (CVTE) has as one of its primary 
concerns the empirical documentation of concepts related to the 
process of change in educational settings. The study reported 
in this paper is part of this larger programmatic effort to 
empirically documented change concepts for use by persons 
Interested in understanding and/or implementing change In educa- 
tion. A brief understanding of the overall guiding conceptual 
framework vill assist the reader in understanding this study. 

Guiding J^nco^tual Framework 
Basic Change Framework 

The process of educational change is conceived as con- 
sisting of three basic elements and various interactions between 
those elements. The elements are (l) an advocate (the individual 
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Kroup or orcanizatlon suecesting a change), (2) a consumer 
(the individual > group or organization recipient of the advo- 
cate's attention), (3) a suggested change or innovation {an 
idea, practice or product perceived as new by the consumer )» 
and (U) time (HuXl ct al • , 1973). The advocate and the con- 
sumer are seen in a dynamic relationship. It is conceivable 
that during the interaction between them the consumer could 
become an advocate and vice versa. Change under this frame- 
work can be considered as any measurable consequence of the 
interaction between these elements (McCaslin and Walton 1972). 
Figure 1 illustrates the elements and possible interactions 
which may occur in this model. 




Figure 1 
Basic Change Framework 



This Gtudy focuson on the individual consumer ao a member 
(ompioyoe) of an orr,anix;ation. The invest ip^ation ppints out 
that oducational practitioners develop ])atternr; of beliavior and 
that these patterns are related to ouch reas as how they view 
innovations, theiissolves as professionals, change, and the 
general support for change in their environment* Before ex- 
plaining the study in more detail, it is important to understand 
the critical role of the individual and how the individual is 
usually conceptualized in educational settings related to change. 

Importance of Individuals and Individual Patterns 

Bhola (1967) indicates that all social change is ultimately 
an individual choicet However, individuals are influenced by 
numerous variables. Much of the knowledge concerning the in- 
fluence of individual differences has been from research on the 
acceptance of change and conceptuali2ations in areas such as 
psychology and rural sociology (Rogers and Shoemaker, 1972). 
Although some social interaction or external forces are taken 
into account in these areas of study, many times the focus is 
on the indivi'^nal alone. Specific demographics, psychological 
states (e.g. , anxiety, dogmatism) or economic conditions (e.g. , 
socio-economic status, salary) are usually independently con- 
sidered. Very few multivariate studies have been used to con- 
ceptualize individual differences in terms of behavior patterns 
and relate them to variables associated with change. 

Conceptualizing individual differences is one of the main 
problems in this area. In psychology there hps been an in- 
crease in the use of mult ivari able models to classify individual 
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dlfforonces (Tucker and Mossick, 1963). In this report It is 
possible to view educational prac t itionery in a multi variable 
sense as part individual, part professional educator, and part 
employee of an organizution. It is conceivable that the expec- 
tations and role responsibilities for each of these aspects of 
the educational practitioner inay not be in harmony. If this is 
so, it can be assumed that each educational practitioner will 
develop some pattern of behavior whic.h they perceive to be con- 
sistent with values they hold concerning these parts of their 
life. Although these patterns may be somewhat unique, some 
generalizable set may exist. If so, the gener alizable set 
would provide a compromise between considering individuals as 
unique and autonomous, or considering thera all alike according 
to some isolated set of variables. Such generalizable patterns 
would also provide a basis of synthesizing organizational, 
-social, individual, and other influences which mediate the 
acceptance of change in educational settings* Such a synthesis 
could hopefully reduce the complexity of variables that are 
critical to explaining or predicting educational change. 
Several writers have suggested that such patterns jmay relate 

I 

to how the educational practitioner responds to arjd/or accepts 

{ 
I 

change (Rogers, 1972 ; Rosenau et^ al, 1972 ; Sieber,' 1972; 
Havelock, 1971; Brlckell, 1971)- However, there has been very 
little empirical documentation of such concepts. It would seem 
Important then that if these conceptions are valid they can and 
should be empirically documented, 
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Stutomeni of the Problem and Purpose of the Study 

One aspect of the problem surrounding the process of the 
acceptance and use of educational innovations is a lack of 
empirically documented knowledge concerning the factors which 
influence an individual's response to change attempts. Based 
on tlie previous discussion of the importance of individual 
differences presumably, such insights need to be developed with 
respect to such areas as consumer's (l) professional behavior, 
(2) organizational behavior as an employee^ (3) motivational 
style, decision-making model, and (5) orientation to change 

situations. In view of this present lack of empirically veri- 
fied information, the purpose of this study may be stated as 
follows ; 

To identify empirically and to validate patterns of 
behavior of educational practitioners with respect 
to their roles as professionals and as employees of 
organization!^ and to determine the relationship of 
the identified patterns with four other constructs 
and biographical data associated with the process 
' of change • ^ 



Conceptual Framework of 
Professional-Organizational Funct ioning 

Definition 

Literature concerning the general area of social func- 
tioning, professional and organizational behavior was used to 
form the cr>nstruct of Professional-Organizational functioning 
(POF). An individual's social functioning is defined as a syn- 
thesi.^ of cognitions, affections, and behaviors which are in- 
herent or learned actions and responses to his environment. 
Professional-organizational functioning is a sub-set of social 
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functioning dealing with those cognitions, affections, and 
behaviora in the domains of the individual's responses and 
actions as a profesBional within the environment of an organi- 
2ation • 

Professional -organizational functioning ( POP) within the 

context of this study consists of five categories of behavior: 

If Professional orientation - behaviors concerning how 

practitioners align themselves with their professional 
codes of ethic or participation in professional organi- 
zations ; 

2.* Employee behavior - behaviors reflecting how practi- 
tioners align themselves with rules, regulations or 
procedures of their employing organizations; 

3» Decision making model - behaviors relating to whether, 
when making a decision, these individuals rely on some 
type of concrete evidence or make their decisions on 
the basis of intuition or the Judgement of others; 
Motivation - behaviors associated with whether these 
individuals consider themselves ''hard" workers or 
"easy-going.** Also, whether they are motivated intrin- 
sically or by external reward; and 

5t Orientation to change - behavior revealing whether 

practitioners approach situations and/or things which 
are new to them cautiously or not. 



Background Literature 

Eight discussions from the literature were used in the 
process of deriving these five c'Sytegories of behavior. Schein 
(1965) discusses four views of man: (l) rational-economic man, 
(2) social man, (3) self^-actualizing man, and {U) complex man. 
Schein's discussion points out the complexity and variability 
of individuals but suggests that they do establish some 
regularity of behavior. 

Harvey et^ al. {1961) supports a structure of four systems 
to explain the basic patterns of social functioning in individ- 
uals. The four systems differ primarily on the ability of the 
Individuals within a given system to function without the need 
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for external authority. Hftrvey'o eoncopt of concrdto to ab- 
^traqt funotioniiie la reflbctod throughout the fivd catogorles 
of the POP frame work uued in this study. 

Barnes* <19()T) schema is one of the discubslons which was 
specifically used in a context related to the 'process Of change 
within organizations. Barnes describos four images of organiza- 
tional personnel as they relate to change? (l) rational advocates 
(RA), (2) radicals (R), (3) rational resistors (RR), and (M 
traditionalists (T). Barnes' conceptions provided Content to 
the decision making model and orientation to change categories 
of the POF framework. 

The schema by Rogers and Shoemaker (1971), which first 
appeared in Rogers (1962), is probably the most familiar con- 
ceptualization of individual differences associated with re- 
sponse to change. This schema consists of five types of 
adopters (coasumers)j (l) innovators, (2) early adopters , 
(3) early majority, {k) late majority; and (5) laggards. These 

types differ mainly on the time it takes them to adopt new 
practices.' These conceptions added significant definition to 
the orientation to change category of the POF framework. 

Jenks (1970) has developed a Q-sort device which can be 
used to type functioning patterns within the context of a 
social structure, Jenks' study resulted in 16 dimensions 

of social functioning in social struoturon. 



VfiO Jonks' ctudy suppoi^ts the POP study conoerning tho prordiBO 
that ludividuala establish pattorna of behavior within social 
sVi'uctUrcc . 

Siobor (1972) describes four potential images of practi- 
tioners which are comparable to Scheln's and Harvey's four 
views of Man and complementary to Rogers' and Shoemaker's 
Views: (l) tho rational man Image^ (2) the cooperative iraage^ 
(3) the powerless functioning Image, and (h) the combined 
image. Although Sleber suggests that the combined image is 
more empirically valid, his discussion provided content for 
other possible patterns of behavior. 

Ouba (1967) discusses seven possible views of the nature 
of educational practitioners. The labels he uses ares 
(1) rational entity, (2) untrained entity, (3) psychological 
entity, {k) economic entity, (5) political entity, (6) bureau- 
cratic entity, and (7) professional entity. Ouba's 

discussion assisted in expanding the variety of possible 
patterns of behavior which may exist while at the same time 
maintaining a consistancy with the previous discussions. 

B:>:*lckell (l97l) provides the most detailed discussion of 
potential images of practitioners. His schema consists of ten 
descriptive patterns of behavior related to how educational 
practitioners conduct themselves in organizational settings: 
Image 1 - a creature of regulation; Image 2 - achievement 
oricntedi Image 3 professionally oriented; Image k - Interested 
in the uses of power; Image 5 - oriented to the technical aspocttj 
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of hla position} Imago 6 - relatively powerlesB; Image 7 - con- 
cernod about the lack of funds} Imago 8 - advanced in his skills} 
iMjico f> - enjoys the process of bargaining} and Image 10 « 
orJtfMtod toward rationalistic thinking and procedures. The 
content of Brickell's images was the primary substance of the 
initial generation of items for the questionnaire used in the 
atudy. This process is explained in the methodology section . 
of this paper. 

These discussions provide a summary of the supporting 
evidence concerning the nature of the construct of profes- 
sional-organizational funct ioning . The discussions also lent 
substantive content to the possible patterns and elements of 
those patterns that may empirically exist. 

Design and Methodology 

Introduction 

The first objective of the study was to determine whether 
patterns of professional-organizational functioning were iden- 
tifiable. A factor analytic methodology was selected as most 
appropriate for this part of the design. The second objective 
of the study was to determine whether the identified patterns 
were related to variables which have previously been associated 
with the process of change. To accomplish this objective a 
series of correlations and regressions with a selected set of 
identified variables was used. 
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Yiiiidation Variable Sot 

Tho solocted £30t of variables uood to validate the factors 
Idontifiod in this study consistod of throo prc-developod 
BcaleS) a sot of innovation characteristic factorsV and sorte 
biographical deraographics, 

A scale developed by Hall (1969) vas used to measure the 
construct of Professionalism (P)# Hall's scale was empirically 
reanalyzed by Sni zek (1972 ) and this information was used to 
reduce the original 50 item scale to a 25 item scale in this 
study. The Professionalism scale consists of five subscales 
of five items each. The labels of these subscales are: (1) Use 
of the Professional Organization as a Major Reference ^ (2) Belief 
in Service to the Public »( 3 ) Belief in SelV-Regulation , 
{U) Sense of Calling to the Field j and (5) Peeling of Autonomy. 

The construct of Perceived Situational Support for Change 
(PSSC) was measured through the use of a scale developed by ' 
Kievlt and Douma (n.d»). Five areas of situational support 
were used to define the concept: (l) administrative support, 
(2) attitudes of. colleagues , (3) financial support > commu- 
nity support, and (5) opportunities for reinforcement. Ten of 
the 26 items which were reported as having the highest discrimi- 
nating power were used in this study. 
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Chanco Orientation vas assessed through the use of a scalo 
dovelopod by Russell (1972)* The scale was derived through 
factor anttlytic tochnioiues which resulted in 21 items, Russell 
found that the scale was able to significahtly differentiate 



known groups of "early adopters^' from known groups of '^laggards.*' 

The innovation characteristic factors were the result Of an 
effort conducted simultaneously with the POP study* Using the 
same basic research design > methodology and sample as the PDF 
study six factors of innovation characteristics were identified 
(Kester and Hull > 1973)« The factors viewed the innovation as toj 

1,. Its student-user concern orientation whether 
the content and/or purpose of the change is 
relevant and appropriate for the needs of the 
students and the teachers or administrators; 

2. The additional resource requirements -^ people » 
time and money beyond that which is presently 
available or able to be reallocatedj 

3« The potential for organized resistance - the 
degree to which the innovation contains values 
which may be corttrary to a significant group of 
consumers i 

k. Its consumer report rating - whether the innova- 
tion measures up to a number of criteria such as, 
being tested, having a guarantee of success, 
information concerning overall cost, and whether 
it is better than other similar innovations', 

5, Its credibility - whether the developers and the 
persons advocating the change are credible In the 
eyes of the consumer! and 

6. The organizational implementation concerns - the 
degree to which the change will require the reallo- 
cation of time, personnel, and money, or involve 
changes in policy or class schedule. 



Tha l6 biot^r-iphical dowofiraphics which wore used in the 
study are listod on the last pago of tho quosti onnaire • Those 
demofiraphics word solected on the basis of roferencqs in the 
litorciiurc associating thoia vith the process of change. 
Item Oonoratlon Proc,css 

Using the categories of behavior as outlined in the con- 
ceptual framework of the POP oonstrurt an Initial set of 100 
items wore generated, Brickell^s ten images were used as the 
primary content . Paraphrased statements were used from the de- 
scriptions of potential patterns of behavior. These 100 items 
were then reorganized into the five categories of the construct* 
Using the five category list and the ten pattern cross check the 
100 item list was reduced to 50 items. 

Sample Selection 

A sample was selected which would reflect a diversity 
of educational situations while at the same time he within 
the bounds of some average demographic cons iderations » The 
population was stratified into five sub-populations. 

1, State-level policy-makers, 

2, State-level administrators of vocational education 
(SDVTE»S) . 

3, State-level vocational education teacher educators^ 

Local school administrators in urban j suburban and 
rural isettings . 

5. Secondary teachers (i.e., grades 7-12) in local dis- 
tricts (urban, suburban and rural)* 



The data collection sites voro soleoted on the basic of 
data fl{atherea on urban centers of the United Stuteo* Urban 
sites vero selected as the prime initiator of the sample duo 
to the concentration of students and educational praotitionors 
at these centers. Two urban sites were seloctedt The sel-- 
ectioh of the urban sites dictated* the state board, state 
advisory council^ and SDVTE samples • The teacher ed\icators 
were selected from institutions in the states which had 
responsibility for training vocational teachers, 

Two suburban sites which were adjacent to each of the urban 
sites were selected. Three rural sites on each of the states 
were selected on the basis of being at least 25 miles from a 
city of 50^000 population or more and having a population of 
5,000 inhabitants or less. 

Questionnaire Administration and Response 

The questionnaire administration varied s lightly depending 
on the sub-population^ 

Overall the response was very substantial or 2h3 out 

of 300), 

Analysis Procedures 

Factor analytic procedures were used to assess the undor^ 
lying structure of the data. Two variations of the principal 
component factor analytic model were used: (l) a principal 
component analysis with the input matrix being the Pearson 



moment correlations of item^ across all subject sj and (fi) a 
prlnclpai component analysis vith the sum of the s.quares and 
the cross products of the rav scores (item responses) as the 
input matrix, which is similar to a design developed by Tucker 
and Messick (19C3) v 

Correlation and Regression Analysis 

Correlation coefficients (r ) , standardized regression 
coefficients (b)» eind multiple correlations (R) were used in 
the validation of the POP factors. As mentioned in the design 
section each of the identified factors were related to the 
four constructs, plus the innovation characteristics factors, 
as veil as the 16 biographical demographics. 

Due to the exploratory nature of the study and the desire 
not to build a set of scales or subscales as suchj factor 
scores of individuals on the POP factors were used in the 
correlational analyses. This allowed all of the observed 

variables (i.e., items) impact on each of the fa'ctors. The 
formula used was one discussed by Kaiser (1962, pp. 83-87). 
In a sense the POP factors were treated as independent variables 
and the others were then treated as dependent or criterion 
variables . 



Hollttbllity Analysis 

Based on diacuosipns by Cronbach (1951) and Bohrnotodt 
(1970) the coefficient alpha (a) statistic vas solocted for 
uso In this study, 

Findings 

Introduction 

Four varlmax rotated factors of POP vere extracted from 
the data as the ''most meaningful*' representative set • These 
factors accounted for 1*8 percent of the common varlancfs* In 
this section each factor will be interpreted by present^lng ^ 
table of the ''marker itoms"^ and a narrative description of 
the content of those items* 

The terminology used in the interpretation of the factors 
is not necessarily obvious^ The term factor refers to the set 
of items and their respective loadings on one of the four sets. 
The terra i mage is used to discuss the synthesis of the content 
of the "marker items" on a glVen factor. The third person terms 
such as practitioner > person and individual are Interchangeable 
and refer tQ^|^I|^^i|>ypotbet leal respondent type which is described 
by the image '^and^ factor • It is not assumed that any given indi- 
vidual is of one single type. However, it is assumed that most 
Individuals are associated with one factor more than the others. 
The Interpretations which follow are therefore simply descrip-* 
live analyses of hypothetical types of individuals via the syn* 



Marker 'items arc those items in rank order which loaded the 
nJt'Jicrst on a given factor. It should be noted that the factor 
HiiHlylio technique used resulted in factor ]oadinr,s not tvpicaJ 
techniques. 



thoslo of the content of murkor ivoms on oach factor. 

After an initial bi^iof descriptive interpretation is given 
bticdd solely on the content of the marker items a . discuesion 
is presented in terms of the relationship of each factor with 
the validation variable set * (Appendix A gives the correlations 
of the POP factbre with the Prof esslonalistn scale, the Perceived 
Situational Support for Change scale, and the Change Orientation 
scale. Appendix B shows the ^rrelatlons of the POP factor s 
with the Innovation Characteristics factors - Appendix C dlsplayi 
the correlations of the POP factors with the concurrent situa- 
tions. Appendix J) presents the correlations of the POP factors 
with the biographical demographics • } Finally, in this inter*- 

pretative section a brief paragraph is presented which proposes 
some implications for educational change. 
Image ^'1 The Dynamic Prof essional Bureaucrat (DPB) 

Table 1 presents the marker items of the first image. The 
content of this factor reflects the image of an educational 
practitioner who considers himself to be a perfect fit between 
the demands of his profession and his responsibility to his 
employing organization. He enjoys leadership, works hard, 
adheres to organizational regulations, and believes you must 
prepare yourself extensively for your tasks. 

The DPB was positively related to all three constructs 
with the exception of the "sense of calling'* element of Pro- 
fcssi oncili sm . The innovation characteristics of Student-User 
Concern, Organized Resistance Potential, and Coneumer Report 



natlng were found to bo associatod with tho DPB* Direct i onally 
tlic relationship vas from the Innovation characteristic to tho 
imacc rather than vice versa* In addition > the PPB war found 

to have a nefsative relationship to the teacher rolo^ ^^^^ 
jioaitive relationship to mathematics and science as a major 
area studies^ and having a high educational level • These are 
not strong indicators bujt seem to be logically consistent with 
the more structured high achievement oriented nature of this 
practitioner. 

The DPB and Implications for Educational Change 

This image suggests that the Dynamic Prof esdional Bureaucrat 
is, in general, amenable to change / However the approach and 

the change would have to be perceived as consistent with organ- 
izational procedures and professional ethics, Tho data support 
this position by showing that persons who are concerned with 
such innovative characteristics as the orientation to student 
con.cerns^, the potential for organized resistance , and the rating 
by other consumers tend to be DPB's% It should also be pointed 
out that this image being the first factor may also reflect a 
Certain norm which is considered as a desirable image for the 
professional educator within an organizational sett i ng . This 
does not decrease the significance of the factor but only 
places caution on the generalizabllity of the interpretation 
with reference to any implied behaviors. 



TABLE 1 

RANK OHDEnED ITEMS OF FACTORIAL XWAGE #1? 

mi hwmio pkofessxokal bure/iUorao) 



Banked 

Items LoGdinga Item Content 



9 18.17 I enjoy working in situations which put me 

in a position of leadership and responsibility 

8 18.01 Extensive preparation is the key to success 

in the accomjplishment of an important task. 

45 17.15 I keep abreeot of current developments in 

my professional field. 

10 17«1^ I am usually seen as a hard worker. 

5 16. 52 Professional tools are necessary to the 

accompli Ghment of my task. 

49 16.11 I often find myself working on necessary tasks 

related to my role after normal working hours. 

27 -15.56 The only kind of change I will accept is that 

which has been tested and proven by others 
to bo better. 

18 -14.87 To receive money for something I do well is 

often more important to me than to receive 
approval from my peers. 

12 14,77 1 en^oy creating distinctively different 

techniques or ways of doing things. 

6 14.55 I work well in a competitive atmosphere. 

22 -14.52 I have little faith in policies which I 

have not been instrumental in forming. 

7 15.57 1 use most of the mechanical and electronic 

aides related to my professional task that ' 
are available to me. 

21 -15.57 The problem with trying now practices is 

that you are expected to do the whole 
thing by yourself. 



Image 4^2 Tho Adapter Creator (AC) * 

Table 2 prosenis the marker items for the AC image. The 
image which emorgos from the content of the items on this factor 
Is one of a very independonV^ is not 

profoundly concerned vith either professional attitudes 0 
bureaucratic procedures , th total j this factot* reflects the. 
Image of a praotitidner whose basic crit/erta for functioning 
are highly pragmatic i 

The AC was > in general ^negatively related to Profession- 
alism except for the element of "autonomy Also , the AC was 
negatively related to the PSSC and positively related to an 
orientation to change * In addition i the AC was found to be 

positively related to the innovation characteristic of Student- 
User Concern and negatively to Additional Resource Requirements, 
Consumer Report Rating and Operational Implementation Concerns. 
The demographic categories to which the AC was positively re- 
lated were the role of teacher educator , urban school situation, 
being divorced, student of humanities, number of Job changes, 
and general travel. The AC was also negatively related to a 
rural school situation , being married, and raised in a rural 
setting. Most of these correlations confirm the independent, 
cosmopolitan and somewhat existential personality of this image. 

The AC and Implications for Educational Change 

Since this image is permeated by very independent attitudes 
It would seem to follow that such individuals tend not to respond 
to change advocated only through organizational or professional 
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RANK ORDERED ITK13 OP FAd'ORIAL IKAGE #2: 
mrfi ADAH?ER-0REATOR 



Item 



Factor 
Ranked 
Loadlnga 



Item Content 



4 11.00 I would rather develop my own materials, 

given the time v than to use some pre- 
developed methods. 

1 10.91 When trying something new, I will usually 

rely on my own judgments as to how it should 
work or be used rather than relying on the 
general instructions. 

42 7.55 I try to bend the rules of the organization 

in which I am employed so as to match the 
situation. 

5 6.65 I often try something new even if there is a 

good chance that it will not work » 

51 - 6.60 When a decision has to be made, I find it 

most efficient to go through the standard 
channels or procedures. 

17 - 6.25 Administrators are bettor qualified than 

non-administrative personnel to evaluate 
work performance. 

46 - 6.18 I adhere closely to the policies and rules 

of tho organization in which I am employed. 

2 5 •25 I very seldom use a new idea or product 

without altering it to meet ray needs. 

12 5*17 I enjoy creating distinctively different 

techniques or ways of doing things. 

14 - 5.02 I find that it is best to pool my judgments 

with my superiors rather than making 
decisions on my own. 



qhaririola; Thc cKanBo must bo porccivod as highly relevant to 
t h 0 1 r oy n porsonal^^profosslonftl concerns . Therefore change 
presented in torni0 of opportunities for self-actuali nation would 
be of more Interest to the AC, Things such as additional re- 
source requirements, guarantees and potential iiftplerrtentat ion 
problems are not of great importance ;to the AC when waking a 
decision to accept an innovation. Onoe a change is accepted by 
an AC, Implemontation is undoubtedly direct v organizational 
rules or ^professional ethics nbt withstanding except a concern 
for self and students • . 

Image 03 The Impoverished Practitioner (IP) 

Table 3 presents the marker Items for the AC, This image 
is that of an individual who has a sense of being powerless 
and does not feel It to be vorth th^ effort to push for any 
type of chat^ge, This practitioner avoids pressure, works 
b«^tter in regulated conditionj?, relies on others when making 
Judgments and expects compensation for work beyond the call of 
duty. In general^ this individual attempts to maintain the 
status quoi He lacks the energy and resources to effect any 
change • 

The IP was mixed in its relationship to Professionalism, 
There was a positive relationship to the '^belief in self-regu- 
lation" and the "sense of calling" aspects of Professionalism, 
but a negative relationship to the "feeling of autonomy^" This 
latter relationship is very consistent with the powerless image 
of the IP* The null relationships to the Perceived Situational 



Support for Chango and tho Chango Orientation arq aa8C> cori8io>r 
tent with the status quo, position of tho IP. The only ion ova*. 
tion charactorlstics uhich vore found to be aomowhat associated 
ylth the IP wore the Or(5anizod Resistance Potential and the 
Consumer Report RatlVig* Persons who rated these as Important 
considerations tended to be IP^s, Again the cohcorrTi for not 
rocking the boat and be Ing absolutely sure before attempting 
any move parallels the previous interpretations of this image^ 
The demographics which were found to be positively related 
to the IP were age and total years experience in the profession* 
This may suggest the IP functioning style is a conditioned style. 

The IP was also found to be negatively related to the teacher 
role which may further indicate that a form of the "Peter" 
Prlnciple^V (Peter^ 1969) is operating to condition some educa- 
tional practitibners into powerless functioning styles and then 
move them up the ladder. Or as practitioners are moved up the. 
ladder > some start to realize their incapacity and begin to 
maintain their present status for fear of losing face and positic 

The IP and Implications for Educational Change 

The IP once ldentified> must be handled very cautiously 
if the desire is to cause a change in behavior* The best way 
to cause the IP to change would probably be through some type 
of monetary reinforcement strategy ♦ Even so , such an individual 
would resist any situation which moved too fast or was likely to 
put pressure on him in some way. Although the IP is comfortable 
in the organizational settingi It cannot be assumed that adminl^ 



TABLE 3 

HANK ORDEllED ITEMS OP PACTOIUAX IMAGE py, 
THE IMK)VFaUSHED PRACTITIONER 



Itom 



Factor 
Hankod 
Loadings 



Item Content 



15 
52 

26. 

25 
^8 

1^ 

15 
2 
1 



9. '+8 The main barrier to change is not a lack of 

good, new ideas, but gaining funds to support 
those ideas. 

9.50 My approach to innovations is most often to 
play it slow and sure. 

8.60 I Just try to do a good Job and avoid all the 
pressures around me. 

6.58 Statistical evidence nay be important, but it 
is not practical for the decisions I have to 
make each day. 

6.16 Though I seek for information, I often rely 

on my own instincts and Judgments rather than 
insisting on hard evidence. 

6.01 People consider ray easy going. 

5.78 I accomplish much more if I work in an 
environment where there ere standard 
regulating procedures. 

5.78 I find that it is best to pool my Judgments 

with my superiors rather than making decisions 
on my own. 

5w69 If change related to my task requires extra 
time on my part, I would expect compensation. 

5.% I very seldom use a new idea or product without 
altering it to moot my needs. 

5.1^ hhen trying something new, I will usually 

rely on my own Judgments as to how it should 
work or be used rather than relying on the 
general instructions. 



ERIC 



otratlve wanduto will result In changed behavior. Booauoo of 
hlo tenure the IP would probably bo of foot ive in subvert Ing the 
mandated change* In sum, it would appear that one must persuade, 
entice and continually support the IP if change Is desired* 

Iiaago ffU The Economic Bureaucrat (EB) 

Table h presents the marker items of the EB* The image in 
this factor reflects a very strong concern for monetary aspects 
of a tdsk. Along with this concern there is an indication that 
the EB relies on bureaucratic procedures to guide his behavior 
and maintains a cautious approach to change. More specifically, 
the EB appears to evaluate change primarily in terms of its 

monetary cost* Although the EB is similar to the Dynamic 
Professional Bureaucrat (DPB) in terms of being competitive and 
enjoying leadership, the image that Is reflected in the EB is 
one of more rigidity in functioning than the DPB* 

The EB was found to have basically a null relationship with 
the construct of Professionalism, possibly indicating the emphasl 
of organizational rather than professional loyalities* The EB 
also had a null relationship to Perceived Situational Support for 
Change, but had a slight positive relationship with Change Orien- 
tation. This latter relationship suggests that the EB is some- 
what open to change but evaluates the economic feasibility of the 
change carefully before leaping* The innovation characteristics 
were not successful in providing any further clarification of the 
BB's functioning* In fact, the one relationship that was identl- 
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fioU tends to bo somewhat contrary to tho Interpret at 1 on • The KB 
wtts found to ho ne{^atively related to the Additional Resource 
Requirement factor of innovation characteristics • 

A number of demographic relationships were identified as 
positively related to the BB: (l) a state level positioHi 
(8) non affiliation with a school, (3) being male, {h) high in- 
come level, (5) high educational level, (6) vocational education 
as a major area of study, (7) amount of professional tri^vel, 
(8) total experiences in the profession, and (9) number of Job 
changes^ The negatively related demographics were: (l) teacher 
role, (2) a rural school situation , (3) raised in a rural setting, 
(1+) humanities as a major area of study, and (5) amount of general 
travel* To recapitulate, it appears that the EB is basically a 
state department male staff member, trained in vocational 
education^ raised and now working in an urban environment, and 
has a high salary level which is probably a function of his 
number of years of professional experience. 

The EB and Implications for Educational ChAngft 

The EB is securely imbedded in the organizational fraraeworki 
To reaeh the EB for purposes of gaining his acceptance to change, 
one must present the innovation as being monetarily feasible and 
desireable while at the same time organizationally compatible. 
The EB will change under these types of informative and persua- 
sive tactics. He is competitive while at the same time being 
cautious. If the competitive aspect of the Innovation is subtly 
made salient to the EB ho would tend to bite. Also if he can see 
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TABLE I* 

RAIJK ORJ)EHBD ITEMS OF PAOTORIAL imOE 
a?HE ECONOftIO BUREAUCRATIC 



Item 



Factor 
Ranked 
Loadings 



Itom Content 



19 

56 

4? 

50 
^8 

8 

6 
11 

59 



12.91 Education should be run more like a business. 

'* ^ '■. 

6.95 Timing is the most important fact in all 
decisions I am called upon to make. 

6»51 The economic efficiency in any practice is as 
important as the moral implications of the 
practice. 

6.^7 I find it is always better* to rely on research- 
based evidence rather than on intuition 
judgement if the reojDarch i.s available. 

5.01 Even if things are going well, people still 
try to change them. 

^.26 I accomplish much more if I work in an 
environment where there are standard 
regulating procedures. 

4.14 Professional tools are necessary to the 
accomplishment of my task. 

4.09 Extensive preparation is the key to success 

in the accomplishment of an irrportont task. ' 

4.07 I work well in a competitive atmpsphere. 

5.99 If change related to my task is suggested, 

my primary concern is how much does it cost. 

5.96 I am dismayed when I see people using new 
practices which have no research evidence 
to support them. 

5.95 I enjoy working in situations which put me 

in a position of leadership end responsibili i./. 
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thu opportunity to gain somo loftclership opportunities through 
participation with the change this will bo r.orsuasivo also, 
Oonorally the KB is looking out for the organization first and 
liirasolf a close second. 

Reliability Findings 

Table 5 provides a summary of the alpha coefficients of the 
scales and subscales in the study, Almos'I all of the validation 
scales and subscales obtained a sufficient alpha coefficient* 
The low alphas on the £ priori image scales support the need of 
the factor analysis approach • 

Conclusions, Implications for Educational Change, 
and Recommendations for Further Study 

Conclusions 

The findings indicate that generalizable patterns of Pro^ 
fessional-Or ganizational Functioning are empirically identifi- 
able. Four relatively discrete patterns were identified in 
this study. These patterns were consistent with the framework 
of the study and the literature which was used as a background. 
The factors were also found to be differentially related to 
several criterion variables which have previously been shown to 
be a^ssociated with variance in the acceptance of educational 
chan^je. Although the study did not use any behavioral criterion 
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TABLE 5 

COiilPPIOim AIiWlAS FOR VARIOUS 
STUDY SCALES 



Ton A Priori 

Image ScoXoo Cooffioent Alfa 

.17 
.50 

#10 

Five A Pyiori 
Construot scale b 

M .58 
|c .61 

.55 

Porcolved Situational Support 

for Ohanga Scale ^85 

ProfesBionalism Inventory 

Sub-Scale #1 co 

Sub-Scale #2 's/ 
Sub-Scale #3 

Sub-Scale #4 *aa 

Sub-Scale #5 '^a 
: Total Scale 

Change Orientation Scale ^92 

Total fJ^ofeesional-Organizational 

ittflge Inventory #76 
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or ncccptanco, the content of the items and subsequently tho 
fuotoro were such that numerous implications about behavior can 
be generated* In this sense the study provides a heuristic 
base for a more ^definitive analysis of the concepts which are 
suggested; specif ically i the concepts concerning the notion 
that individuals develop certain patterns of behavior to cope 
with the ir roles as professionals and members of or fic* vizations j 
that these p a 1 1 e r n s a r e s o me wh a t p re d 1 c t ab 1 e b a s e d on c o r t a 1 n 
observable characteristics j and finally , the se patterns indicate 
certain response s to attempts to cause them to change # 

Implications for Educational Change 

Although this study is not definitive enough to be extremely 
confident about any sped f ic implications y It is very suggestive - 
Advocates of educational Innovation and persons Interested in 
understanding the change process have generally either viewed 

individual characteristics in a unique fashion or ove rgeneralize 
relative to certain groups* The methodology and findings of 
this study may provide the means and some concepts to begin syn- 
thesizing some of the key individual differences in reference 
to some measure of acceptance behavior. Such a synthesis would 
provide a needed coraprorai se between treating individuals as 
unique or simply as a group related to some isolated variable; 
The findings in this study > and the . discussions presented after 
the interpretation of each factor, begin to demonstrate such a 
synihon is / 



The discussions after each factor interpretation (implioa- 
tlona for oducntional change) assumed that such hypothetical 
individuals (i.e., images) exist and can be identified. Although 
sowo demographic and other descriptors are associated with the 
imaces, the study did not determine whether actual individuals 
could bo identified as essentially being related to one image 
over the others. Viewing the images as identifying significant 
groups of individuals is one possible way of looking at them. 
If this is so, then advocates of educational change could iden- 
tify various segments of a given client population according 
to the images and vary their .strategies according to the implied 
needs and response styles of each image segment. ■ 

Another way to look at the images is that they represent 
dimensions of the construct of Professional-Organizational Func- 
tioning for all practitioners. In this case the advocate might 
alter his strategy relative to the degree a given indivldaal or 
set of individuals reflect one or more of the four Image dimen- 
sions. 

In general, this study has demonstrated that in any eduoa- 
tional change process practitioners will have various patterns 
of response to change. This Implies that they have different 
but yet somewhat goneralisiable cognitions, pressures, and motives 
associated with their behavior. Therefore, it behooves advocates 
of change, or those attempting to determine factors which' relate 
to consumers' variance in acceptance, to somehow take these 
«onorrtll2able differences into account. 
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fteconmondations for Further Study 

As already noted, this study was exploratory and^ for thifi 
reason, the images identified and the relationships established 
must be considered tentatlYe» Considerable further analysis 
and replication ^ihould be undertaken before any extensive con- 
clusions can be stated and defended. In the light of these 

qualifications^ some suggestions foi* further research are given 
below I 

1. Further v^illdation of the factors Identified in this 
study might be. undertaken with a larger sample of 
educational practitioners using the same instrument, 

2t A replication of this inquiry might be made using the 
same instrument with a broad sample of practitioners 
, in other professions who are both professionals and 
employees in an organisiation . 

3. Further assessment of the present data might be made 
by : 

a« Regressing the demographics onto the individual 
factors} 

b» Factor analyzing the total set of items and demo- 
graphics togetherj or 

0. Performing other correlational techniques such as 
canonical correlations. 

The data relative to th$ multiple correlations could 
be used .to eliminate insignifcant biographical data 
from further analyses, 

5* Hypothetical behavioral criterion references might 
be established for each image , and a study performed 
to validate these relationships. 

6^ The factors could be refined into sub-scales by 
using the marker Items. If this were donCi the 
validity and reliability presented in this study 
would bo negated and would need to be re-established 
either with the present data or with a new sam^ile. 



7* The factors or sub-G caies de voloped from the faotoro 
in this study could bo used as measures of the con** 
struct of '^Professional-Organizational Functioning*^' 
A study could then bo conducted which would use the 
moasuros to build profiles of the individual's 
Responses. These profiles could then bo used as 
variables for further analyses* 

8* Items on the present scale might be eliminated or 
added to in order to determine if there are other 
images, Possiblyi a study could be conducted by 
starting with another set of parallel and/or addi*» 
tional items • 

9. The four images might be validated further through 
the use of other sociological, social psychological! 
or psychological constructs. 

In conclusion, this study provided empirical evidence as 
to the existence of a set of constructs described in the litera- 
ture and concerned with patterns of indivi dual behavior in pro- 
fess ional-organi national roles • It has been shown that these 
patterns of bohavior were related to certain attitudinal and 
demographic characteristics associated with the process of 
change. Hopefully, this study will be of use for the purposes 
of (l) clarifying the extent to which an individual* s style of 
behavior affects his approach to change, and (2) better under- 
standing the process of educational change so as to enhance the 
acceptance of new worthwhile ideas and practices^ 
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